have some established way, in a code
not quickly recognized by the eoeny,
of giving its strength, location, and sit-
wation.  But the ideal seldom prevails
i combat, and Captain --———'s first-
person message was probably delivered
with Germans almost literally breath-
ing down his neck.

And how about the reccivers of his
message?  Those of us with the bat-
talion commander were so elated when
the captain said 1 am in the town"’
that we didn’t do what a combat staff
must do—which is to be skepu-
cal.  We were too quick to assuine
that he was there with his whole com-
pany. We all happily agreed with the
battalion commander's decision 1o
move our ragtag headquarters unit for-
ward and to get Company [0 in there

to support Captain - -— aid his
“company.”’
Aund what about Captain — s

action in moving into the village with
only six men?  No doubt it was a
brave, hold action, worthy of recogni-
tion Tor an individual soldier.  But he
was not an individual soldier; he was
4 company commander. Once
detached himself with those sixomen,
he could no fonger do his proper
job.  Tacking a command focus, the
company, already mauled, disin-
tegrated into squad and platoon frag-
ments, unable to maintain anything
close to company effectiveness.
There is a long-winded old saying
concerning a battle that was lost ““for
want of a nail,”’ becanse the horse that
was also fost was carrying the comn-

he

mander whose presence could have
made the difference between victory
and defeat.  In this small action on
the Roer River, iU was not o natl that
was [ost but a pronoun- -or rather the
meaning of a pronoun, which had been
mistakenly used and  wrongly
tnlerpreted.

Moral: It you command anything
more than yourselt, be very careful

ltl.!l

when you say

John |. Hartley served as an enlisted man in
World War Il until 1942 when he was com-
missioned through the Officer Candidate
School at Fort Benning.,  He was serving with
the 29th Infantry Division at the time of this
incident. After the war, he taught English at
£l Camino College in California and had many
of his writings published.

Bridging Differences

MAJOR JAMES A. KELLEY

LIEUTENANT COLONEL FRANCIS M. GLYNN

Training to fight in combined oper-
ations alongside our allies and friends
is a necessity in alimost every theater of
operation and throughout the spee-
trun of conflict, from low intensity to

high,* There are naturally some
challenges associated with this
coalition,

General Dwipht  Hisenhower, for
exanple, had the monumental task of
pulling together the Western Allies
during World War 1. Fortunately,
in the desperate situation in whicl they

e DITOR’S NOTI: This article is an
edited version of one that appeared in
Air Land Bultetin No. 87-4, published
by the TAC/TRADOC Air Land
Forces Application (ALIFA) Agency,
3} December 987, pages 8-14,

found themselves, all the participants
realived that without their mutual
cooperation, the war would be lost.

By contrast, today’s world often
licks a clearly definable threat that
would compel friendly nations to work
together,  (The NATO alliance and
our commitment in Korea may be the
exceptions.) In particular, the
developing countries are being threat-
ened by conflicting internal interests as
well as being wooed by various exter-
nal factions in a highly unstable polit-
ical atimosphere.

Because of its global economic and
political interests, and its stature as a
key defender of freedom, the United
States is Trequently involved in world-
wide challenges.  Additionally, the
1.8, cannot refuse to respond to those

who would strike at its vital interests,
and when it does respond, the armed
forces are often the principal actors.

The commitments U.S. armed
forees must Tulfill in NATQ, Korea,
and elsewhere require them to work,
train, and if nccessary fight alongside
forces from widely diverse nations and
cultures. There are  specific
challenges involved in these commit-
ments, challenges that all leaders,
down to the lowest levels, at least need
to be aware of.  First, however, some
general observations should be noted
regarding existing agreements and the
overall mindset goveraing the United
States’  participation in coalition
arrangements.

I'or one thing, there may already be
certain treaties, status-of-forees agree-
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ments, or other host nation arrange-
ments that outline the conduct of the
relationships between 1.8, and foreign
units.  They are just that, however- -
merely outlines.  There remains a
necd, at the grass roots level, for posi-
tive action to formulate the kind of
friendly psychological cnvironment
that is conducive to teamwork between
differing peoples.

A second observation is that when
the United States cooperates with and
assists others, it often serves its own
interests as well, A more stable and
international eavironnent
fosters peaceful competition and fur-
thers the sceurity and prosperity the
American people seek.  All too often,
lhowever, we see examples of Ameri-
cans who belittle thelr allics and triends
as “‘takers,”” even in the open forum
of the press. These editorial opinions
are often misconstrued as official
policy and destroy any cooperative
spirit.  They also undermine the
accomplishment of (he national objec-
tive we tlave set for a given area.

The specific challenges associated
with combining allies and friends in a
collective security effort (which is the
basis of the term “combined opera-
tions’"y may arise out of differences in
a number of areas--in doctrine, in
eguipment, and in culture. Con-
currently, to succeed in countering the
problems inherent in these arcas of
concern, certain supporting behavior
patterns must be recognized and devel-
oped: understanding, communication,
and mutual respect,  These positive
behavioral qualities must be applied
constantty in an cffort to solve the
common problems experienced at the
tactical and working level of combined
operations.

Seeure

DOCTRINI

One major challenge that arises
when working with the armed forces
of other nations is varying doctrine, or
the fundamental principles by which
military forces guide their actions in
support of objectives,

The armed forces of different coun-
trics develop their doctrine on the basis
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At Grafenwoehr, U.5. troops join German troops in a defensive training drill.

of « combination of their perceived
threat, their history, their resources,
and their national objectives.  This
doctrine outlines the way their military
forces train and forms the basis for
their foree structure. We can no
more expect our friends and allies to
change their basic philosophical or
doctrinal positions than they would
cxpect us to chunge ours,  An open
mind, a knowledge of the other
nation's doctrine, and a willingness to
work around divergent issues all lead
to the mutual refinement in tactical
vicwpaoints that is required for success-
ful operations.

Experiences by members of ULS,
sceurity assistance organizations in for-
cign countries reveal that they had to
learn a great deal about how the estab-
lished system operated before they
could bring about any effective
change.  But change is not necessar-
ily the primary objective.  The ulti-
mate goal is to mesh secemingly
opposite tenets into a viable tactical
response,

Another challenge s the equipnrent
differences that can cause various tech-
nical problems.  The ultimate solu-
tions to these iuteroperability issucs
normally exceed the capability of
leaders at the tactical [evel.  Neverthe-
less, these leaders should be aware of
tivis problem area and seck assistance
from techinical specialists,  Recogniz-

ing foreseeable equipment difficulties
early can alert top leaders on both sides
ta the need to seck workable solutions.

The exchange of liaison teams may
be the answer to some of these prob-
lems, because the teams provide not
only coordination but also the neces-
sary technical expertise regarding the
employment of equipment.

The final and more fundamental
arca of challenge 1s that of cul-
ture.  ‘I'his is the most complex and
the hardest to define in terms of the
differences because it deals with the
intangible products of common
heredity and tradition.  Ultimately, it
is also the most important and, partic-
ularly on the tactical level, directly
alfeets the ability of the U.S. to mount
combined operations to achieve its
objectives in specific arcas of the
world.

When compared to the armed forees
ol other free world countries, those of
the U.S. often seem to have more
abundant resources for the conduct of
operations and training. Coupled
with our quest for perfection in mis-
sion accomplishment, this apparent
abundance ol resources can create sit-
uations during exercises in which 1S,
forces appear to steamroll their allies
and [riends.

Our counterparts, because of their
day-to-day, real world commitments,
olten have Himited time in which o pre-
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pare for training.  The 1.5, on the
other hand, can task individual action
agencies and give them the luxury of
working for an extended period on lit-
tle more than planning one upcoming
combined exercise.  With such over-
whelming capabilities, we are able to
SAmericanize” situations with our
capacity to support and the cmphasis
we can place on an exercise,  Such
actions tend to highlight our {riends’
limited resources and represent the
(LS. as a “‘big brother’” wlho over-
powers his smaller parmers.
images can result in gradually distane-
ing our atlies from us.

The development of interpersonal
relationships is a primary cuitural con-
cern.  Truly effective coordination
between different cultures  depends
upoin the personal tics formed between
counterparts rather than
forces agreements made at the nationad
level,  Such ties cannot be made over-
night, though. It takes moaths and
sometimes years to foster the confi-
dence and mutual trust required to
coordinate combined exercises and war
plans successfully.

Liaison officers, again, are the
key. ‘They should be assipned carly
and the same ones should stay, not
only through the completion of one
project but also through the course of
other endeavors.

[Liaison personnel need to be hand-
picked for the job,  In the same man-
uer as other U.S. national representa-
tives who will visit or come in contact
with a host nation, military lisisen per-
sonnel need training on the origing of
the country’s people, their culture,
their laws, and if at all possible, their
language.

[Liaison officers need cxtensive back-
ground knowledge on the functioning,
organization, and capabilities of the
hast nation’s armed forces as well as
on U.5.-host nation agreements and
cultural differences.  Linpuistic train-
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ing and cultaral familiarity will allow
them o luncuen at @ level that
munediately enables them to begin
cifectively interacting with their host
nation counterparts,

The cultural attunement of liaison
personnel is critical, but fanguape
proficicncy cannot be the driving
rationale for selecting an individual Tor
this duty.  The principle of leadership
that requires technical and tactical
proficiency remains central to the sue-
cess ol lidison personnel.  Interpretess
are a sceond best chonee and shouled be
available to avgment a liaisonr team.

INTERPRETERS

A short note aboul interpreters,
though: Language is so intimmately ted
to culture that the wrong choice ol an
interpreter can somcetimes be ore
damaging to interpersonal relations
than no interpreter at all. For exam-
ple, a large variety of Hispanic cultures
lies beneath the umbrella of the Span-
ish language, but for various histori-
cal and social reasons not all of these
cultures are readily acceptable to one
another. W¢ must therefore be
attuned to the inlluence of prejudice,
a part of the human make-up, and
control ity effect on our activi-
tics, Prudence calls for the decision-
maker to consider these matters when
choosing an interpreter.

The concept of “time” is another
important cultural challenge since it
represents perceptual differences in
many cultures. The U.S. armed
forces are often driven by deadlines
and short suspenses. By nature, we
seek the immediate resolution of one
issue so we can quickly move to the
next.

Many nations in the world, how-
ever, do not appreciate or share our
sense of immediacy. I dealing with
the military personnel of other nations,

we should keep this in mind as we
decide on major milestones or even set
schedules Tor meetings.  From the
start, planning must not only allow the
host nation counterparts the eriticul
time they need but must also help them
feel that they are a part of and an
intluence on any project.  Through-
out the day-to-day development of a
combined project, tinte must remain a
consideration,

On more than one oceasion i the
past, our cnemies have assurned thar
the United States would not be able to
find cnough conunon ground  or
cxperience with its allies to engage in
successiul combined operations.
Lhitler, tor example, reminded his
generals in 1944 that they were tacing
“ultra-capitalist states on one side and
ultra-Marxist states on the other,” and
that one day “this coalition may
dissolve.”

Coalition can work, though, not
only on the strategic level where it is
a function of relationships between
states but also ou the tactical or work-
ing level where it is primarily a func-
tion of relationships between tricads,
comrades, and peoples,  On this lat-
ter level is where bridges are built that
span the ever-present international
gaps in doctrine, equipment, and cul-
ture, and these bridges can lead to the
ultimate success desired by all the
nations involved.

Major James A. Kelley, an Aviation officer,
15 assigned to tha Air Land Forces Application
Agency. e bas served in various cammand
and staff assigniments. e is a graduate of
the Armed Farces Staff College and holds o
master’s degree from Goldan Gate University.

Lieutenant Colonel Francis M. Glynn, a Mili-
tary Intelligence officer, is assigned to the
Army--Air Force Centor for Low Intensity Con-
flict. tle has served in cooperative host-
nation assigaments in Vietnam, Headauartars
LANDSOUTH (SHAIPPE), and S5A0-Rome.  He
is a graduate of the ltalian Arrmy War Caollege
and holds a master’s degree from Webstar
University.
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